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Changes that have taken place in academic governance,

particulary as they affect the role of the college president, are
discussed. These changes are traced from the time when the
administration operated the institution and the presideant acted as a
buffer between and among groups that make up the college to the
present day of participatory democracy in higher education. The
advent of formal collective bargaining and its effect cn presidential
authority are discussed. (DB)
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The topic for this session ~-- '""Management Rights in Collective Bar-
gaining''-~ suggests a premise nore or less applicable to classic industrial

management. The premise is that there are those who manage and there ars those
who are managed.

The logical progression from this assertion is that the management
acts and the menaged react. Further, the managed attempt to limit tha scope
and condition of management. Within this framework of adversaries, the task
is to lay out the strategy of who will influence the operation of any organi-
zation -- the management team or the managed?

The plot is sufficiently complicated in contemporary industrial man-
agement, and whan examined within higher education, the stratagy for under-
standing management rights depends on a careful understanding of the political
sociology that mekes up the college or university. An analysis of management
rights in collective bargaining first centers upon the institutional manager --
the president -~ and those who are managed ~- the faculty.

In past years academic governance was keyed to a system termed 'sharaed
authority," the principsls were trustees, president, faculty, and students.
Each constituency cperated in often undefined spharac of influence.

Trustees werae responsible for raising funds for the ccllege and to
act as fiduciary officers in the public or privace interest.

Faculty set academic policy e&nd were ex:lusively responsible for
quality control over instruction and curriculum,

Students cut their political teeth in stud- at matters relating to
generally non-fundamentel areas of college operaticus.

The administration operated the instituticn.

Visualize a series of concentric circles cveriapping one anether but
fairly defined -~ each circle representing trustee, faculty, president and
students. Such a system mor. or less worked although there are challenges
tc this assertion, But the system was based upen a suhtle acceptance and

respect of territorial imperatives by each c¢f the various constituencies that
xede up the ccllege.

The prasident was expecterd to pulitically act as the buffer between
and amcng the groups that make up the college. Accommodation and cempromise
within the context of mutual understanding of roles of each was the presiden-
tisl task.
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Management was nct and is not as mechanisiically simple as cutlined
in this parer, and was perhaps in its ewm way as frustratinz as management is
todas. MNigher zducetion by its nature and mission hes always been histerically
anarchical in style. The looseness of erganizatien depended upon a stability
and lack of radical change within the institvtion. N

But the recent history of higher education hasg been typified by citizen
expectation and what has becn termed boem years to citizen disenchantment and
institutional student and economic recassien. In this cirrent aera of disillu-
sioument with higher ecducation, sociael and political forces are challenging
the classical prer:gatives exercisad by ceolleges and universitiss.

Legislaters are demending greater assuvrance that funds are prudently
used by cclleges and universities and that someone is at the helm keeping the
higher education steered in the correct directiosn.

All cf the tcels of scientific management have been sharpened to keep
hisher aducatien pruned of inefficiency. Under the umbrella term “accounta-
bility" state agencies have initiated increasing rvles and regulatiens that
have or may result in fewer prerogatives to be exercised by manasgement. Thus,
decisions affecting the coilege may bave ileir genesis in » less vndersttod
origin in a state axency, rather than at the bargaining table itself.

Equelly as fundamental a: the growth of state control over the gov-
ernance of colleges’' rights has heen the growth and implementation ¢ the
philescphy of participatory demeccrecy in the managing of the cellege. Parti-
cipatory demzeracy has met higher aducatiun and the enamy -- figuratively
sperging ~-- is the ovffica eof the president.

Members of the asseciaticn of geverning boards agreed at their anaual
meeting that trustees should assume 2 bigger rele in handling such isouves an
faculty workleoads, tenure, and even the content uvf the curriculum. State
assocliations of trustees are nc longer cenfined to restrict their activities
to that of unly raising epprepriate funds %o finance the colleges. Manage-
ment systems, ralationship among state sgencies and the community cellages,
and porlicies affecting censtruction are all part of the homework of the
aative trustees,

In Iilinnis, 2s in wany . ther sctates, the meore militant students have
used their newly-won political enfranchiserent to win non-voting membership to
beards of cuntrol.

Edward J. Bleusteln of Bennington describes the presidents’ role. He
says, "administering & cellege teoday is like playing chess cn the open deck of
PR the sinking Titenic. To maka natters worse, the chess rules seem to ba chan-
sin: 25 the gaze proceeds."

Militent faculty organization is based or a clear delineation between
ranagement and the faculty. Issues are dafined nore on organizational geeals
than on institutienal priorities. Faculty leadership is dependent on unifiad
collective decisions rather then individual entreprensurship and unilateral
actions by individusl faculty members.
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The offica of the president and the president himself is often the
organi:s .fonal :capegoat for rallying faculty support. 4 view of the college
presidency haes no counterpart in industry

There is little if no doubt cof the role of the prosident of the
company in relation to umployeas and all of this relatod to the objectives
of the company. Such is not the case in highar education. Boards, otate
authorities, faculty, and now students are positioned for a share in the
management of the college. Howaever, with this diffusion of authority, thare
is unfortunately no pluralistic sharing of responsibility.

The advent of formal ccllactive bargaining in states such as Michisean
had resulted in the weakening of presidential authority ard, in scme instances,
the frustraticn by contending parties -- specifically, board and faalty -- has
reculted in dramatic turnover of presidents.

The reason for the brunt cf frustration upon the poesident is explain-
able. Shared authority in the most classical sensae depend«d on commonality
of purpose and mutual accommodation usually ne2gotfated through the president.
Collactive bargaining framed against aggressiva state authority and emerging
rcles in management by faculty, trustees, and in some institutions, students,
has negated the leadership and broker role of the president.

Because nona of the individual ecnstitusncies of tha nollege com-
munity ccmmands by role the instituticnalised leadership for lexitimacy, there
exists a dichotomy whereby each advercary expacts ths presidant to act as an
ally but has alienated him from the mcro traditional role of medistor or
broker,

Bargaining is often handled by professionals on both sides cf the
aisla. TFormal contracts often form tha substance of governance that axtends
beyond the bread-and-buttar issues of salary and working conditions.

It i5 not unusual for faculty members in long established unionizoed
fnstitutions tc resent the prosident feor attampting to work out pr:blems with
the faculty-electad officers of the unicn. Faculty members ars ambivalent
regarding their own style of governance. What is little urderstood by many
faculty members is that militancy requires a strong dese of indirect democracy
exercised by thouse who can devote time and gkill to the game. Ccllaectiva
action is the strength and draw card of succass.

Under these circumstances, it i8 not possible for them or the presi-
dent tc shift to individualized treatment cf faculty members, nor tha more
nostalgic town hall or direct democracy of mere relaxed times., In Illincis
where there is nc public empleyees act, the forces described are beginuning te
shape the style of the presidency -- faculty vctes ef no-confidence in the
president, trustee activiam (for bettor or worse in broadar areas of the
cullege than in tha past), and increasing bureaucratic expansion by state
agencies.



4 BEST COPY AULABLE

Curscry raview of formal agreements betwisn faculty and deard show
a conspicucus absence of provisiins relating to menegement in instyuction.

John Millatr in his recent publicatien Strernsthening Community in
Hizher Education is quick tc admit the impetence of managemont ovor instruc-
ticn., Millett sctates, "the president may thiunk that thay have besn dalegzated
management authority in academic watters from the governing becard: but in

practice, faculty members consilar that they thesselves should decide issuas
nf academic practice.’

Thus tha president and his acadendc officers are held acceuntable
for quality ccntrcl over une of the basic purposes of the institutien, with-
out legitimate authority to tmplament or carry .ut raspeonsibility. MNeedless
to> say such e delegaticn if accomplished wmight be inappropriate, tut it has

a relaticnship to manageament in higher aducation relatad to cullective bar-
zaining,

Simply -- the results of any agreement or ccntract should be to fur-
thar the ends of each advarsary to th- able.

Increesingly, as describad aegri. iy, the public through their elscted
reprecsentatives are demanding greater eif :iancy and improvement of qualicy
in colleges and universities, and they intarpret collective agrecments as
less than an appropriate vehicle for t'*: purposa.

The cenclusicn i8 obvicus to tha practically minded businescman or
industrialist en the zoverning board. Tt certainly appears that management
dcesn't manage and that tha rasults cf agreements contribute little to the
overall purpcses of the institutioa,

In the end, howevor, there ic cne inevitebility -- there is only one
focal point of cocllective responsibility...it is the president.

The p:litical dependency of many trustaees upun a local vote of the
electorate equally complicates a discussion of menagement rights. Trustees
understandably are in @& dilemma cf attesmpting tc respond to tha electcrate's
censitivities tc increased expenditures of mcney and internally (within the
institution) tc previding adequate reseurces to promote the aducatienal and
institutional missions eof the cellage.

It is not uncommon for militant faculty erganimations te alact their
own trusteus te the board. Therefcra, as one views management rights in
colieccive bargaining within the context of the romarks sugxested today, the
future is lecs than clear.

I would suggest that tho next decade will be cne of pragmatic and
unstable governance structurc within higher eduvecation. Managemont rights will
be hizhly dependent :zn the pelitical chemistry ef cach particular institution.
The most effeetive guvernance will be within those instituticns wharas tha
oresident becunes a new type of managzer whe can skip adroitly among the thorns,
ascaping ecritical political scratches.
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It is nct that I have faith in the precident as a man on a horse in
the area of menaxemant. DMy assumption of prasidential authority in assaerting
nanagerial rights is based on the simplae conclusion that the prosidont is the
snly >fficer vested with total perspactiva over the institution,

Unless alternative governance wodels emerge that ars not obvious at
this time, accommodation based on some pragmatic dafinitions of self intarest
by the various constituencics that make up the colloge will be made by the
more pclitically agtute prasidents.
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